The following is a summary of the Phase I 
Report on Concordia University’s 


Organizational Reviews Process. 


The complete text of the Phase I Steering 
Committee's organizational reviews report to 
the Office of the Rector is available for con- 
sultation at three locations: at the reserve 
desk of the Georges P. Vanier Library on the 
Loyola Campus; and at the reserve desk of 
the R. Howard Webster Library on the 

Sir George Williams Campus; at the office 
of Joy Bennett, Associate Vice-Rector, 
Institutional Relations and Finance, 


Room BC-310. 


Sections of the report dealing with each of 
the units reviewed have been circulated in 
their entirety to all of the employees in 
those units. Anyone may obtain a copy of 
these reports by contacting the directors 


of the units involved. 


— April 1995 
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TO THE OFFICE OF THE RECTOR - ORGANIZATIONAL REVIEWS 


Summary 


The purpose of this Organizational Review is to study, evaluate and make recommendations on current practices, procedures 
and processes, to improve services to the community, to make more effective use of resources, and to reduce expenses. 


The units reviewed have indicated, and we concur, that interaction between units should be improved to increase overall 
effectiveness and efficiency. It is equally important that the underlying systems that contribute to present inefficiencies be 
addressed. 


Poor decision-making at Concordia appears to be systemic. We attribute this to a lack of analysis and accountability by deci- 
sion-makers for their decisions and the implementation of those decisions. Historically a major contributing factor is the lack 
of management training for senior administrators, directors and unit managers. They have not had the proper skills or 
resource support to adequately fulfill the roles assigned to them, and this has been reflected at all levels of the University. 


Within the past five years two major management information systems, CUFS, a financial management system, and ROSS, 
a human resources management system, were purchased by the University. It has become clear to the members of the 
Steering Committee that despite what we can only believe were the best of intentions, these systems have not provided the 
University with the efficiencies and information that were anticipated. 


Concordia also needs to develop an on-going process to monitor the implementation of decisions with particular attention 
to their impact on the effectiveness of other units. The overall University organizational structure needs to be evaluated to 
see if modifications to it could support better decision-making. 
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To address the global issues identified we have formulated the following recommendations: 
1. That administrators be accountable for their decisions; 


2. That a process team be established to assist and monitor decision-making and implementation; that the process team 
should submit an annual report to the Office of the Rector and the Board of Governors; 


3. That the organizational structure of the University be one that supports an increasing demand for communication and 
decision-making among units; 


4. That the University begin a process of continuous improvement to modify work processes to meet a constantly 
changing environment. 


Late in the summer of 1992 the Vice-Rector, Institutional Relations and Finance, decided to explore the possibility of hiring 
an external consulting firm to conduct a review of the University’s Treasury Department. Canada Consulting of the Boston 
Consulting Group was asked to submit a proposal and it responded. Over the ensuing months work began to prepare a five- 
year rolling budget for the University. It had been agreed that the budgeting process was to be altered so that, in time, the 
final operating budget would be driven, in large measure, by priorities established by the academic sector through Senate, 
and its Committee on Academic Planning and Priorities (SCAPP). In preparing this five-year rolling budget it became evident 
that substantial savings and reallocation of monies would have to be realized over time if Concordia were to maintain its 
commitments to salary levels currently in place as a result of collective bargaining; to continue the University’s commitment 
to the Government to repay our accumulated deficit; and to ensure that there will be money available for academic deve- 
lopment as identified by SCAPP. 


In order to achieve these goals over a five-year period both the academic and the administrative sectors would have to effect 
substantial savings each year. These principles were expressed in the document A FINANCIAL FRAMEWORK: 1994-1999, 
which was discussed at the Office of the Rector, the Operating University Budget Committee, SCAPP, Senate and the Board 
of Governors, and was distributed widely throughout the University. The document stated that “a program of reviews by 
external consultants of essentially all departments and units (including the administrative offices comprising the Office of the 
Rector) in the administration, operational services and academic services sectors will be undertaken.” The changes in pro- 
cedures and processes that result from the review process will provide the University with a new starting point or founda- 


tion upon which to build. In time, we will be able to incorporate structures and methods that move towards continuous 
quality improvement. 


In February 1994 the Vice-Rector, Institutional Relations and Finance, with the approval of the Office of the Rector, hired 
Canada Consulting of the Boston Consulting group to help undertake the administrative sector reviews. A seven-person 
Steering Committee with a mandate to oversee the process, deliberate on the findings and make recommendations to the 
Office of the Rector, was established. Membership was as follows: 


Joy Bennett, Associate Vice-Rector, Institutional Relations and Finance (Chair) 


Paul Fazio, Director, Centre for Building Studies 

Martin Kusy, Dean, School of Graduate Studies 

Lina Lipscombe, Manager, Campus Bookstores 

Ronald Mackay, Director, Teaching English as a Second Language (TESL) 
Nicole Saltiel, Co-ordinator, Prevention/Compensation 


Elizabeth Sacca, former Chair, Art Education and Art Therapy 


The work of the Steering Committee was to be assisted by the following resource persons: 























Max Barlow, Associate Vice-Rector, Services 
Irvin Dudeck, Budget Director 
Garry Milton, Director, Institutional Planning and Research 
Susan O'Reilly, Director, Human Resources 


Ken Whittingham, Director, Public Relations 


The mandate to the Steering Committee for Organizational Reviews (SCOR), 
came from the Office of the Rector. The constraints on SCOR were that the 
work was to be done within the parameters laid out in A Financial 
Framework: 1994-99 and The Report and Recommendations on the 
Academic Planning and Budget Processes of SCAPP. 
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ae 


The 
consultants 


The 
project 
team 


Scope of 
the project 


Canada Consulting of the Boston Consulting Group 
came to the project with some experience in the 
Canadian academic scene. It had previously completed 
studies at the Universities of Guelph, Ryerson and 
McGill. The firm was committed to presenting a fact- 
based analysis of the processes and procedures current- 
ly in place at Concordia. It emphasized that this exercise 
was not a performance review of individuals, but rather 
a collaborative search to find ways to remove unneces- 
sary work from administrative processes and procedures. 
The consulting team was composed of: 
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Lucille Fowle, Manager 

Neil Paget, Advisor 

Claude Léveillé, Consultant 
Rocco Rossi, Consultant 

Kevin Paget, Information Manager 

























































































































































































J.W. McConnell 





























Trained by Canada Consulting to work alongside the 
consultants were four Concordia staff members who, 
with the approval of the Steering Committee, became 
the project team. These members of the Concordia staff 
were identified by senior management as having the 
skills and commitment to undertake such a project. 
They agreed to give of their time and talents over sever- 
al months to assist in this project. In each and every case 
their work on the project team was encouraged and 
supported by their unit managers. Their contribution to 
this endeavour was exceptional and we are grateful to each of them for their commitment to the University and their 
participation in this project. They were: 




























































































































































































Interior view, 





















































Michael Babin, Manager of Office Technology in the Department of Computing Services, has worked at Concordia for eight 
years and holds two degrees from Concordia — B.Sc. in Biochemistry and a Graduate Diploma in Computer Science. 


David Gobby, a Planning Officer in the Department of Institutional Planning and Research, has been at Concordia for six 
years and holds a B.A. in English Literature from Concordia. He previously worked in the University Library. 


Gabrielle Korn, Assistant Director in the Department of Alumni Affairs, holds a B.A. in Journalism from Concordia. 
Ms. Korn has been employed here for six years and worked for the University’s last Capital Campaign. 


Joan Soares is assistant to the Director in the Department of Administrative Services, which forms part of Concordia’s 


Physical Resources operation. Ms. Soares holds a professional DEC in financial management and has been employed at 
Concordia for five years. 


Canada Consultants advised us that it would be unwise to review the entire administrative sector in one exercise. Hence, the 
administrative sector was divided into “phases.” The Units that were reviewed in Phase I of the project were: 


Phase I units 





Computing Services 
Environmental Health and Safety 
Faculty Personnel 
Human Resources 
Internal Audit 
Library Personnel 
Mail Services 
Parking 

Physical Resources 
Printing Services 
Purchasing Services 
Treasury 
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Concert Hall 


Th The process was based on a fact-based analysis of the processes and procedures in place in the units of Phase I. Attention 

e p FOCeSS was given to processes and procedures that involved more than one unit or more than one area. Staff at every level-of the 
organization were involved in the review process; well over 200 staff members were interviewed and many others partici- 
pated in focus-group discussions. The user community was also consulted to determine if the appropriate amount and level 
of service was being provided. Questionnaires were used to solicit information from user groups such as graduate students 
and researchers. Management was involved in each stage of the process and was consulted about proposed recommenda- 
tions for change. The Steering Committee met many times with the consulting team to monitor the progress. The consul- 
tants prepared and presented three progress reports for the Steering Committee for Organizational Reviews before pre- 
senting their final report at the end of July. 


During this time six communiqués were sent to the community and several articles appeared in Concordia’s Thursday 
Report, in order to keep the University abreast of the progress of the project. 


Early in the process, members of the Steering Committee for Organizational Reviews and the consultants met with the man- 
agers reporting to the Vice-Rector, Services and the Vice-Rector, Institutional Relations and Finance. A meeting was also held 
to which the executive of all unions in the University were invited. These meetings were intended to provide process infor- 
mation to those concerned or involved. The senior consultants also met individually with the Rector and the Vice-Rectors. 


Early in the summer of 1994 it became clear to all concerned that we had undertaken this exercise at a very difficult period 
for Concordia University. The turmoil surrounding the release of the Arthurs’ Report, the Cowan Report and, later, the spe- 
cial audit of the Faculty of Engineering and Computer Science, as well as the departure of three of the University’s senior 
administrators, created an atmosphere of uncertainty and concern that permeated every level of staff within the institution. 
However, to abort the review exercise at that stage would have left staff feeling that, once again, they had been asked to par- 
ticipate in an exercise that would never see fruition. It was also clear that the future financial stability of the University depended 
upon administrative re-organization. In Treasury, the problems were compounded by demands from the Natural Sciences and 
Engineering Research Council (NSERC) and the Fonds pour la formation de chercheurs et l’aide a la recherche (FCAR) that war- 
ranted immediate action to put in place appropriate financial controls to monitor research grants. It was decided that the 
review process should continue and the Interim Rector was asked for, and readily gave, his support for the project. 


In order to reassure the community, the members of the Office of the Rector sent a memo to all members of the commu- 
nity assuring the staff that all permanent, full- and part-time employees would “maintain employment security through the 
review process,” but that “as a result of certain recommendations being accepted, individuals could be asked to accept dif- 
ferent tasks or to work in a different office or unit.” 


In mid-summer, the Steering Committee for Organizational Reviews held two open meetings with the University communi- 
ty. These meetings were intended to report on the progress of the project, in general terms, and to answer questions from 
staff members. 


At the end of July 1994, Canada Consulting presented a final report to the Steering Committee on the five units under 
review. This report was given to the members of the Office of the Rector, the Chair of the Board of Governors and the Chair 
of the Audit Committee of the Board of Governors. Relevant sections of the report were given to the directors and ma- 
nagers of the units under review, who were asked to present their comments to the Steering Committee by the beginning 
of September. 


After a short summer break, the members of the Steering Committee reconvened in September and devised a methodolo- 
gy to deal with the Canada Consulting report. Despite the fact that the consultants had advised the Steering Committee for 
Organizational Reviews to move quickly to make rec- 
ommendations to the Office of the Rector 
and the Board of Governors, 
renner none ae members of the Steering 

— Committee for 




































































































































































































































































4 Summary report 


Photo:Gheri Celin 


Recommendations 


Organizational Reviews believed that, given the level of detail of the Canada Consulting Report, the culture of the University 
and the particular needs of our staff, it would be in the best interests of all concerned to allow at least two more opportu- 
nities for the units concerned to consider the recommendations contained in the report and to respond to them. Since the 
initial responses to the report from the unit directors indicated many problems and concerns about the recommendations, 
as well as the supporting information, the Steering Committee felt that it was essential to take time to better understand 
the operations of each unit under review. The Office of the Rector was supportive of this plan and approved an extended 
deadline to October 21. It became increesingly evident that there was a great deal of work to be done by the Steering 
Committee members and the units if we were to develop recommendations that would have the support of the units con- 
cerned and be based upon clear evidence. Thus, the Steering Committee for Organizational Reviews asked for, and was 
granted, additional extensions, first to November 28, and then to December 5. 


In order to understand and deal with the report, the Steering Committee divided into small groups, each group mandated 
to work with one particular unit under review and to draft recommendations. The mandate of each small group was to 
meet with the directors and managers of the unit concerned and to encourage them to respond to the recommendations _ 
put forward by Canada Consulting. Units were told that they could either support the recommendations of Canada 
Consulting or explain why the recommendations were unworkable, and propose their own alternative recommendations. 
Each unit has had at least two opportunities to comment, revise or propose recommendations. The recommendations that 
are being put forward by the Steering Committee now are the result of this consultative process. However, the final rec- 
ommendations are, ultimately, those that the Steering Committee believes are the most advantageous to the University as 
a whole. The small groups were defined as follows: 


Treasury: M. Kusy and E. Sacca 

Human Resources: M. Kusy' and L. Lipscombe 

Physical Resources: R. Mackay and K. Whittingham 
Supply and Services: N. Saltiel and I. Dudeck 
Computing Services: P. Fazio, G. Milton and S. O'Reilly 


Thus the recommendations put forward in this report are the result of extensive consultation with the directors, managers 
and staff of the units concerned. 


The recommendations of the Steering Committee for Organizational Reviews fall under three categories: general recom- 
mendations that concern the University as a whole and that have far-reaching implications; recommendations that concern 
the implementation of these recommendations and the need to establish a continuous process of quality improvement; and, 
finally, specific recommendations that concern particular units or groups of units. 


I. General Recommendations: 


In this report we address issues related to Canada Consulting's recommendations and the responses of units under review. 
We have also identified more global issues which are impeding the University’s ability to function as effectively as possible. 


The Steering Committee and the administrative units reviewed have concluded that Canada Consulting’s recommendations 
address individual units, but they address neither the interaction between units nor management problems that are systemic 
throughout the University. Members of the units reviewed in this report have suggested ways to improve their units’ effi- 
ciency and to reduce expenses. They have indicated that interaction between units should be improved to increase overall 
effectiveness and efficiency. It is equally important that the underlying systems that contribute to present inefficiencies be 
addressed. 


Poor decision-making at Concordia appears to be a systemic problem. We attribute this to a lack of analysis and account- 
ability by decision-makers for their decisions and the implementation of those decisions. A major contributing factor is the 
lack of management training for senior administrators, directors and unit managers. They do not have the proper skills or 
resource support to adequately fulfill the roles assigned to them, and this is reflected at all levels of the University. The impor- 
tance of this issue is illustrated below. : 


Within the past five years two major management information systems were purchased by the University. One was CUFS, 
a financial management system, and the other was ROSS, a human resources management system. A third system, EPIX, — 
was purchased for the inventory of equipment and the scheduling of maintenance tasks. It has become clear to the mem- 
bers of the Steering Committee that despite what we can only believe were the best of intentions, to date these systems 
have not provided the University with the information that would allow it to function as efficiently as possible. There are a 
variety of reasons for this. The following example is our understanding of what went wrong, in particular, with CUFS: 


The example of the decision-making surrounding the selection of CUFS as the University’s financial system illustrates 
Concordia’s systemic problems. A committee was formed to select a new financial system for the University. The choices 
were narrowed down to two options, and final selection was made with the agreement of Treasury. Following the selection 
of CUFS, the vendor recommended a period of one to two years to train personnel and work with Computing Services to 
adapt the system to the specific needs of Concordia. This was to ensure that the system was fully functioning and under- 
stood by key users before being implemented. 





' M. Kusy replaced M. Barlow, who was unable to participate for health reasons. 


5 Summary report 


This did not happen. While Treasury was still in the learning phase, it also had to conduct analyses and prepare reports. 
Throughout this period, Treasury became the focal point of complaints from irritated users. Since frustrated users did not 
trust the data provided by CUFS, they created parallel systems to perform necessary budget-control tasks. 

/ 
Programmers normally require six months to learn how to use a system the size of CUFS. Over the next three years, as 
University priorities shifted, four different programmers worked on CUFS. This made it virtually impossible to adapt the sys- 
tem to Concordia’s needs. 


Many questions arise from this example. Who is to be held accountable for the implementation of a decision, if the indi- 
vidual assigned the task is not given the opportunity to prepare? How can we establish realistic parameters for implemen- 
tation? How do we ensure that a task is “do-able” by a unit to which it is assigned? How can we ensure that decision- 
makers take a long-term approach to decisions instead of working within the confines of short-term thinking? What can 
we do to make decision-making more transparent? 


These questions and the example of CUFS illustrate Concordia’s need to improve decision-making processes. Decision- 
making should ensure that individuals who will be implementing the decisions are involved from the early stages of analysis 
and decision-making. Concordia also needs to develop an on-going process to monitor the implementation of decisions 
with particular attention to their impact on the effectiveness of other units. To do this, Concordia must ensure that all admin- 
istrators, directors, managers and unit heads have the best possible skills and training for making and implementing deci- 
sions that are in the University’s best interests. The overall University organizational structure needs to be evaluated to see 
if modifications to it could support better decision-making. Concordia also needs to ensure appropriate resources are avail- 
able both in the short and long term for decisions that are taken. 


In the process of completing our mandate to review a number of administrative and service units, we identified global issues 
which should be addressed in the interests of improving the University. Therefore, we have formulated the following rec- 
ommendations: 


1 That responsibility for decisions be delineated so that administrators are accountable for their decisions; 


2 That a process team be established to assist and monitor decision-making and implementation; that the process team 
should submit an annual report to the Office of the Rector and the Board of Governors; 


3 That the organizational structure of the University be one that supports an increasing demand for communication and 
decision making among units; 


4 That the University begin a process of continuous improvement to modify work processes to meet a constantly 
changing environment. 


II. Implementation Recommendations: 


The recommendations in this report include organizational changes to be implemented over time—beginning immediately 
and continuing for the next three to five years. It is essential that a small facilitation committee be struck with a mandate 
to oversee that changes are implemented in accordance with the decisions that will be taken by the Office of the Rector; to 
ensure that managers at all levels receive the information and support for the staff re-organization that they are to facilitate; 
and to ensure that staff are treated fairly and equitably within the parameters of their respective collective agreements or 
University policies. In addition, the facilitation committee should be charged with the responsibility to ensure that this insti- 
tution continues to view change in a positive way and that we establish methods and procedures to look continuously for 
ways to improve and simplify the tasks that we perform. 


Some of our recommendations involve moving a given unit to be in closer proximity with another unit with which it does 
regular, complex business. We recommend that although, initially, such moves may be costly, in the long term they will prove 
to be not only cost effective, but will help to motivate staff and improve morale. For these reasons serious consideration 
should be given to the suggested moves. 


Since the Office of the Rector has ensured that employees will maintain employment security through the review process, 
means will have to be developed whereby some movement of staff can be created. One such possibility is to offer, for a 
short period of time, “a window of opportunity,” an enhanced retirement option such as was employed by the University 
in 1986. The other issue that needs to be addressed is one of staff training or re-training. It is hoped that individuals who 
have the potential to take on new or different tasks will receive support and encouragement for any necessary re-training. 


The Steering Committee is grateful for the opportunity to have participated in this exercise. We believe that only by mak- 
ing positive, thoughtful changes to the way we do business can the University move forward in a viable way. The next years 
will be crucial ones for Concordia University. We will face budgetary restraints of a magnitude never before considered. We 
must operate as efficiently and effectively as possible, always ensuring that we support and improve the academic endeavour. 
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Our recommendations are based on the information that we received from Canada Consulting, supplemented by assistance 
from members of the project team. The recommendations are also based on our combined institutional knowledge and our 
commitment to the University. Some of our recommendations are to investigate or study an issue further. In most cases we 
have set a specific deadline for such study to ensure that the process of change moves forward. Much of this additional 
study is required because we did not receive from Canada Consulting sufficient, precise data upon which to base our rec- 
ommendations. That work must be done now. However, we are confident that the recommendations proposed can help 
the University to move towards a more efficient, effective path. 
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PHYSICAL RESOURCES 





ntrod U ctio n Physical Resources feels stretched and hard pressed to meet the demands placed upon it. At the same time, the University 
community exhibits general confusion about, and dissatisfaction with, the level of service offered by that unit. Despite this, 
benchmarking data, together with reports written by outside engineers and the assessment of Canada Consulting, based in 
part on the first year of the EPIX data, strongly suggests that Physical Resources has a higher cost structure than external 
benchmarks would indicate is required. This problem can be resolved by: 


redesigning the organizational structure to focus responsibility and authority 
¢ simplifying major processes 

e adapting best practices from other institutions 

utilizing some outsourcing possibilities 


* putting in place an effective management system in the maintenance area 
enhancing communication with the community 


* ensuring that we are not unconsciously subsidizing “self-supporting service” 
* beginning to add to the technical competence of the organization 


Once the reorganization has been completed and new structures are in place in Physical Resources, at least four 


positions in the areas of Professional Trades, Space Planning and Development, Environmental Health and Safety, and 
General Administration can be eliminated. As the reorganization is completed, in time, other positions may be identified. 


Recommendations 


PROFESSIONAL TRADES 1. Transfer training budget to the Associate Vice-Rector, Services, in the short term, and eventually to the Director of 
Facilities Operations. 
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CONSTRUCTION ~ 2. 
SERVICES 


MAINTENANCE _ 5. 
OPERATIONS 


SPACE PLANNING $11. 


AND DEVELOPMENT 


12. 


13. 


14. 


ADMINISTRATIVE — 15. 


SERVICES 


23. 


24. 

































































































































































































































































































































































































































































































































































































































































































































































































































































Combine Construction Services with Space Planning. 


Position of Director of Construction Services be changed to Manager (Capital Projects); retain two of three Project 
Coordinators as Project or Site Coordinators; convert Administrative Assistant into support position for both units 
(Construction Services and Capital Projects — re-evaluate in one or two years for possible further staff reductions. 
(Project management may also be outsourced as required.) 


Undertake all projects of less than $10,000 in house where legally possible. 


Make EPIX fully operational to provide an annual plan for preventive maintenance; use data from EPIX to consider 
reducing the number of positions in trades by 14-17; appoint a Project Manager to oversee the process. 


Organize maintenance workers into four zones, each with a non-unionized supervisor. This recommendation is to be 
studied and a report available by June 1, 1995. 


Stop yearly purchase of EPIX upgrades. 
Outsource painting — to be studied and bids sought by June 1, 1995. 
Outsource cleaning at Loyola — to be studied and a recommendation made by June 1, 1995. 


Appoint two in-house cleaning supervisors. 


Introduce annual space plan process with Faculties to eliminate work on projects that are not carried out. 


Define skill sets for position of Director, Facilities Planning — position should be filled by an architect, engineer or 
urban planner. 


Eliminate one draftsman position; review in two years to determine if a second position can be eliminated. 


Eliminate one analyst position; replace the Mechanical, Electrical and Building Systems Analysts (three positions) with 
two fully qualified engineers. 


Re-organize Administrative Services around the following functions: budget, rental portfolio, systems administration, 
central office support, government liaison, systems administration, policy development, and University relations. 


Transfer Central Stores to Facilities Operations. 
Dispose of old and unusable materials in inventory. 


Decide where central stores should be located (Sir George Williams or Loyola); move all inventory to that 
location by 1 June, 1995. 


Monitor work orders to ensure that all materials are accounted for. 
Establish an inventory-control system with minimum inventory levels triggering replenishment. 


Review budgets within the context of the new organization and, once realistic budgets are established, hold unit 
heads accountable for those budgets. 


Transfer non-budgetary functions to line units. 
Examine the possibility of eliminating “shops on wheels” at Loyola and make a decision by 1 June, 1995. 


Distribution and transport should report to Director of Facilities Operations. 
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UTILITIES AND 
ENERGY CONSERVATION 


ENVIRONMENTAL HEALTH 
AND SAFETY 


PARKING 


MISCELLANEOUS 


TREASURY 


Introduction 


25. Utilities and energy studies, done by Landis and Gyr, should be analyzed carefully. Staffing levels in this area may be 
reduced by as many as nine full-time employees as a result. 


26. Create a process by which EH&S concerns are raised at the beginning of the planning process rather than at the end. 
EH&S should work more closely with Planning and Construction Services. 


27. Locate EH&S closer to the Planning Unit to enhance communication and maximize office support. 
28. When and if EH&S is moved to the GM building, eliminate the position of part-time receptionist. 


29. Eliminate the office administrator/training co-ordinator position and have training co-ordinated by the Director or the 
Information Co-ordinator; To be studied and acted upon as soon as possible. 


30. Increase parking rates on both campuses. 

31. Revive the Henry F. Hall Building parking, if this would be a profit-making endeavour and if there is no better use for 
the space. 

32. Physical Resources should share a portion of the “summer camp” revenues to cover the additional cleaning, 
maintenance, etc. required. 

33. Recreation and Athletics should charge enough for all activities to cover the costs. 

34. Assess the energy retrofit outsourcing proposals within the context of the new Physical Resources organization. 


35. A qualified third-party engineering firm should be employed to help Concordia make the decision regarding the 
retrofit proposals. 


36. Within the context of a review of the Office of the Vice Rector, Services, consideration should be given to converting 
the current Associate Vice-Rector, Services, position into a permanent, professional position. 


37. Position of Director of Facilities Operations must be defined and skill sets established. Consideration should be given 
to hiring a professional engineer with past management experience. 


38. A budget manager with a university degree and strong financial skills should be appointed. 














In 1993, the External Auditor and Internal Auditors, and in 1994 NSERC (Natural Sciences and Engineering Research Council) 
and SSHRC (the Social Sciences and Humanities Research Council) identified similar general issues of systems’ inadequacies, 
skill sets, incongruity between responsibilities and accountability and control problems. Some of this was also discussed in 
the Cowan and Arthurs’ reports. At the time of this review, Canada Consulting reported similar findings. 


Organizational issues have to be viewed in terms of what is best in the long term for a modern research University that 
emphasizes both teaching and research. This is the focus around which all organizational issues should be addressed. In 
this context, the budgeting process has to be fully integrated with the academic planning process, and the procedures and 
policies for all activities in this sector must be aligned with this mission. 


We recommend that each area of Treasury undertake the responsibility of educating users regarding their policies, proce- 
dures and systems. A modest investment in time and resources up front may result in savings, reducing the frustration 
experienced by unit members and users, increasing job satisfaction and improving the quality of work in the long term. 
We concur with the following standard objectives put forward by Canada Consulting in their report of July 31, 1994: 
39. Concordia requires a well understood and agreed upon financial management and accountability framework. 
40. The Financial Information System (CUFS) needs to be fully implemented across the University. 
41. Key processes need to be re-engineered and effective controls built into the following areas in Treasury, for 
example, 
e Payroll and Accounts Payable 


e Student Accounting 
¢ General Accounting and others 
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42. 


43. 


45. 


47. 


49. 


50. 


52. 


53. 


We concur with Canada Consulting and Treasury that there is a need for a fully implemented financial information 
system and that CUFS, as currently functioning, does not address the needs of either end-users or Treasury. Since 
neither system (CUFS or ROSS) has been properly implemented, their capabilities are difficult to assess in Concordia’s 
context. We, therefore, recommend that an evaluation of both systems and their potential compatibility be con- 
ducted with a sharp focus on cost and benefits in terms of switching to new systems or enhancing and properly imple- 
menting these systems. This evaluation must focus on the needs of the end-users in order to eliminate the costly 
waste due to duplication (i.e. parallel recording systems). 


Key processes need to be re-designed. This includes Payroll and Accounts Payable, Student Accounts and General 
Accounting. 


The budgeting process needs to take a greater role in re-allocating the base funding of the University. 


Internal Audit needs to provide a new level of integrity to the scrutiny of the financial management and control 
system of the University. 


Policies and procedures be developed to implement the processes in the document, Concordia University — 
Management of Research Funds, keeping in mind the integrity of the research and financial control processes. 


Once CUFS is fully implemented and appropriate procedures and policies are in place to handle research accounting, 
it will be possible to eliminate at least four positions from this unit. Benchmarking that has been done with other 
comparable institutions indicates that this is viable; therefore, we recommend this action. 


Establish a rigorous process for changing or adding to the fee schedule. This should be undertaken by the School of 
Graduate Studies, the Office of the Registrar and Student Accounts. 


Maintain one student accounts system. 


Reconfigure the Graduate Student registration process so that quality issues are resolved at the front end of the 
process. The Office of the Registrar should work with the School of Graduate Studies and Student Accounts in 
this regard. 


Do a cost benefit analysis to see if it would be beneficial to change statement mailing from monthly to 
quarterly; automate the process. 


Monitor accounts with overdue balances — this depends on CUFS being fully operational. 


Once CUFS is fully implemented, it will be possible to reduce the staff complement by two positions. 


PAYROLL 


54. Include Payroll in a new Compensation Unit to be created in Human Resources 


a ir ee Se es. and move Human Resources closer to Treasury. 


ACCOUNTS PAYABLE 


3 55. An up-to-date, accurate signature matrix should be maintained. 
56. Establish an appropriate control mechanism for minor purchase orders. 
57. Establish the mechanism to encumber funds at the time of approved commitment. 


58. Redesign the purchasing procedure to be as free of documents as possible with 
individual units entering their requests directly into the CUFS system. 


59. Once these mechanisms are in place and fully functioning, a more efficient 
operation should result. Therefore, we recommend that Accounts Payable be 
given one year in which to propose means of reducing their complement by one 

a member as they have indicated may be possible. 
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61. 


62. 


63. 


64. 


66. 
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69. 


70. 


71. 


72. 


Review information needs for statutory reporting. Devise a plan by which this can be accomplished. The rapport 
financiére annuel, should be produced by CUFS and Treasury should develop a clear and detailed description of how 
it will accomplish this. 


Develop and implement policies to ensure that required information is captured by administrative information systems; 
Treasury should develop a clear and detailed description of how it will accomplish this. 


Provide users with improved reporting capabilities. Clearly, users’ needs should be met adequately by CUFS, ROSS and 
their interfaces. 


Treasury should assist in the appropriate management of Physical Resources material and supply inventory, and 
Treasury should provide details regarding such issues as analysis of inventory requirements, accounting systems for 
inventories and reconciliation of accounts and inventories. 


Treasury should provide the University with a strong financial analysis function. A detailed action plan to meet the 
needs of the University should be developed by Treasury, in conjunction with Internal Audit, regarding the role of a 
Financial Analyst. These two units should specify their roles. We recommend that a person designated by Treasury 
as Financial Analyst have as part of his/her mandate the task of providing support to the community. 


Treasury must form a unit whose mandate is to: (1) develop and implement a process to track and inventory the 
University’s fixed assets, and (2) determine more efficient and effective uses of the University’s fixed-asset resources. 
This should be integrated with the overall planning and budgeting processes. 


Treasury should conduct a study of the University’s exposure to risk. This should include a review of the adequacy of 
the coverage. 


The budgeting process must be relied upon as a planning process that reallocates funding within the University. 
Expand the role of the Budget Office to include planning and encourage involvement with Institutional Planning and 
Research. Undertake a feasibility study on the possibility of combining Institutional Planning and Research with the 
Budget Office. 


Make changes in the budgeting process that will: (1) allow departments to roll over into the next budget year a 
portion of any surplus; (2) reduce departmental budgets by a portion of any excess spending; (3) make unit heads and 
Deans accountable for budget deficits. 


We recommend that a University-wide policy be established to ensure sound financial management by managers. In 
operational and capital budgeting processes, rethinking the roles of the Vice-Rector, Services, and Vice-Rector, 
Institutional Relations and Finance, is necessary. Members of senior management must have expertise in the areas 
with which they are charged. We recommend the principle of reallocation of budgets to redress historical inequities, 
and this is consistent with one of the fundamental principles of the University’s academic planning and budget process 
and procedures. (“Report and Recommendations on the Academic Planning and Budget Process” SCAPP 94-3-D5.) 


Once an evaluation of the systems has confirmed that CUFS and ROSS are properly implemented, the Budget Office 
should be composed of a Director and a financial analyst. This is a net reduction of one position. 


We endorse the following recommendations: 


These proposals have significant implications for the Budget Office: 

e A shift away from the maintenance of a University budgeting sub-system — a direct result of making CUFS 
functional; 

e A devolution of spending control from the Budget Office to Departments and Faculties, with appropriate 
sanctions and rewards; ; 

¢ Continued attention to key spending controls; 

¢ Increased attention to financial analysis and budget analysis as part of a drive for reallocation. 


Redefine the role of Internal Audit to strengthen the financial audit role, since this should result in cost savings in 
both the short- and long-term. Internal Audit should report directly to the Rector and produce regular reports for the 
Audit Committee of the Board of Governors, with whom it should meet at regular intervals. 


A University-wide continuous quality improvement programme should supplant the operational audits presently 
conducted by Internal Audit, requiring less of Internal Audit’s time for operational audits. Clearly, Concordia has issued 
contracts without adequate review of financial issues, mandate, service and quality expectations. The University 
should have mechanisms by which to evaluate contracts, especially sizable ones, in terms of the manner in which 
they were initiated, through to the final stages of implementation and evaluation. There should be an educational 
programme regarding rules and procedures for all Concordia personnel who hold and process research grants and 
additional University funds. 
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73. 


74. 


75. 


76. 


77. 


78. 


79. 
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Change name of “Treasury” to “Financial Services.” 

Transform Insurance and Capital Funds Unit into a Fixed Asset Management Unit. 

The Research and Special Funds Manager should report to the Director of Financial Services 

The Office of Research Services should continue to report to the Vice-Rector, Academic. 

Fixed-Asset Management should report to Budget Planning and Control. 

General Accounting, Accounts Payable and Student Accounts should report to Accounting Operations Manager. 
Move Payroll to Human Resources where it will become part of the new Compensation Unit. 

Systems Administrator with programming skills be retained in Treasury to be responsible for CUFS. 


Establish a new unit called Systems, Policies and Procedures to create, maintain and upgrade policies and procedures 
which affect controls. It is imperative that this unit have the proper skill sets which should be defined by the Director 
of Financial Services. At a bare minimum, this unit should comprise systems experts, some of whom have 
extensive knowledge of the relevant programming languages, so that the unit is no longer dependent on another unit 
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HUMAN RESOURCES 





Introduction 


KEY FINDINGS 


TIME SHEETS 
AND PAYROLL 


HUMAN RESOURCES 
INFORMATION 
SYSTEM (ROSS) 


The key finding in the Human Resources area is the fact that the Human Resources Information System (ROSS) had not been 
fully implemented and that staff had not been adequately trained in its effective use. It is still unclear who is responsible for 
the full implementation and maintenance of ROSS. The need to have a fully operational system, integrated with the Financial 
Information System (CUFS), is paramount and takes precedence over all other recommendations, for only when ROSS and 
CUFS are fully operational and integrated will the University have in place the necessary tools with which to conduct its busi- 
ness: In addition, several areas of Human Resources are highlighted for organizational changes that will streamline the work 
done and provide a better service to the community. One such example is the moving of the Payroll operation from Treasury 
into a new Compensation Unit within Human Resources. 


The units within Human Resources seem to function independently and are not co-ordinating their efforts in ways that would 
increase benefits to the units and to the University. 


82. 


83. 


84. 


85. 


86. 


90. 


91. 


92. 


94. 


A Systems Administrator with computer expertise be assigned, on a full-time basis, to manage the ROSS process, meet 
user requirements and provide training and support to ROSS users. 


The Director of Human Resources be accountable for the implementation of ROSS and ensure that end-users are 
actively consulted and their information needs met. 


Perform an assessment of all of our current information flows (ie. ROSS/ CUFS/ SIS etc...) and develop a conceptual 
model for integrating our computer-based information systems. 


Once an evaluation indicates that CUFS, ROSS and their interface are fully functioning, a total of eight positions can 
be eliminated from the following departments: Benefits, Compensation, Employment, Faculty Personnel Office, Library 
Personnel Office, Payroll and Pension. 


In meetings with various units and users, participants indicated that one of the main reasons for our current situation 
is, in fact, the lack of skills, competence and accountability on the part of many of our administrators. Skill sets for 
all positions should be defined prior to the hiring, recruitment and promotion process. This first step is essential. 
The selection process for administrative posts should be rigorous and should ensure only those with a high level 
of management skills are appointed. These skills should include the ability to address effectively the increasing 
complexity and networking required in the work among units. 


Move Payroll into HR to become part of the Compensation Unit. 
Establish effective controls around time sheets and contracts. 
Review status of all employees currently on time sheets and adjust as needed. 


Manage future use of time sheets carefully. Time sheet use should be limited to casual labour in a few designated depart- 
ments. 


Establish a working group to review processes and make recommendations concerning time sheet use in accordance 
with 87, 88 and 89 above. 


Capture the full potential of ROSS and decentralize the inputting of data to the departmental level. 


Concerning the implementation of ROSS, the following should be addressed: 

a. The use of various payroll group codes should be evaluated and decreased. 

b. Training should be provided in the use of CROSSVIEW and the configuration of the ROSS database. 

c. Some local problems such as printing reports within units should be addressed. 

d. Procedures to minimize input of erroneous or incomplete data should be documented and disseminated. 


Provide full-time leadership for ROSS to undertake the following: 

a. Implementing ROSS in HR, including duplicate systems, redesigning processes and forms, and gaining full benefits 
of the system. 

b. Systems implementation must be driven by determining HR information needs, not simply by the capabilities and 
function of the ROSS software. 

c. Appoint a full-time Systems Administrator with both HR and computing expertise reporting to the Director of 
Human Resources. 

d. HR staff should be fully involved in the process redesign and, under guidance, in the cleaning up of systems 
errors and bugs. 

e. Consult the end-users in order to ensure that their information needs are met. 

f. Produce a detailed project plan with realistic scheduling and prioritization of deliverables; adjust the plan as 
needed; communicate the plan and its progress on a regular basis. 

g- Address process redesign in order to improve timelines and reduce the amount of retro work in the Payroll office. 

h.. Produce, maintain and distribute tested and standardized documentation of processes and ROSS procedures. 

i. Implement a training program that will ensure user familiarization with any new and/or existing procedures. 

j- Develop a plan that will ultimately decentralize the inputting of data into ROSS as much as possible. 
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Establish an integrated Benefits and Compensation Unit, which should include the functions currently managed by 
Benefits, Compensation and Payroll. 


Expand the responsibilities of the Supervisor of Payroll to Supervisor of Payroll and Data Entry, reporting to the 
Manager of Benefits and Compensation. 


Transfer library personnel function to Human Resources, to be incorporated into the new Compensation Unit. The 
Library will continue to input time sheets into the ROSS system. 


One position be retained within the Library to supervise recruitment function for support staff and serve as liaison to 
Human Resources. 


Labour relations function should be consolidated in Human Resources’ Labour Relations Office. 


The Vice Rector, Academic, should survey the Faculties to find out which functions are duplicated and attempt to 
decentralize management of faculty personnel functions to the Faculties. Clerical information and record-keeping 
processes for faculty personnel should be transferred to Human Resources. All recommendations deriving from this 
survey should be sent to the Office of the Rector. We recognize that there may be a need for a resource person(s) 
to administer human resource matters in the office of the Vice-Rector, Academic. This can be better determined after 
the above steps are completed. 


A committee should be established by the Office of the Vice Rector, Institutional Relations and Finance, to review 
the Job Evaluation Programme in light of the current needs of the University. 


Establish training workshops for managers to assist them in understanding their responsibilities with regard to the Job 
Evaluation Programme. 


Job evaluation should remain in the Compensation Unit. 


Integrate Benefits and Pensions into the new Benefits and Compensation Unit. Rename the manager's position 
“Manager of Benefits and Compensation.” 


Supervisor for Benefits and Pensions will report to the Manager, Compensation and Benefits. 
The Vice-Rector, Institutional Relations and Finance, should explore, with benefits consultant William M. Mercer Ltd., 


whether it is feasible to convert to a self-insured Long Term Disability benefit coverage which would take advantage 
of the tax status of the University. 


The University should consider a programme whereby we could encourage members of the community to take 
advantage of retirement benefits. 


The Vice-Rector, Institutional Relations and Finance, should examine current early retirement options for staff and 
faculty and propose options that would benefit individuals and the University. 


Channel all legal matters through the office of the Legal Counsel. Decisions to hire external legal counsel should be 
made by the appropriate University administrator with the advice of the Legal Counsel. 


The Legal Counsel should ensure that results of precedent-setting cases are publicized, as appropriate, within the 
' University and that all parties understand the implications of these cases. 


« Fill position of Manager, Labour Relations. A second labour relations officer may be required in time. 
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STAFF TRAINING 
AND DEVELOPMENT 


EMPLOYMENT SERVICES 


PURCHASING SERVICES 


INTRODUCTION 


RECOMMENDATIONS 


112. Change the name of the unit to “Training and Development”. This unit should report to Institutional Planning and 
Research. Training strategy should become integral to Concordia’s strategy for institutional development. 


113. Training and Development should also consider offering programmes for: 
¢ Career planning 
© Conflict resolution 
¢ Orientation for new chairs and deans 
¢ Orientation for collective agreements 
e Continuous improvement training for managers and staff 
e Orientation programmes for planning and budgeting 


114. Employment Services should continue to provide employment relations services to management and non-unionized 
staff. Managers should be encouraged to resolve disputes within their units and a formal process of mediation should 
be established whereby mediation is available to all groups of employees, unionized and non-unionized. To encour- 
age this process we support the recommendations outlined in the Task Force to Review Policies Pertaining to 
Rights, Responsibilities and Behaviour (Part IV, article 4.5.2.). 


115. Employment Services should assist with the recruitment process by helping managers to define skill sets for vacant 
positions. 


The purchasing function should play a large role in the overall financial strategy of the University. Purchasing should be able 
to contribute its knowledge of price movements and market pressures to budget projections and planning. 


Cost-saving strategies are at present a primary management objective at Concordia, hence the importance of focusing on 
improving the University’s purchasing strategies. 


Existing obstacles to effective purchasing at Concordia: 


116. Lack of analysis of information: 
Information on past and present purchases is not analyzed. It is difficult to make Interdepartmental bulk-buying 
decisions. The projection of future needs and the development of a sourcing strategy is difficult to achieve. There may 
be many saving opportunities missed, especially in the area of services, such as insurance brokerage, legal fees, 
construction contracts, management consultant fees, personnel benefits packages, etc... 


117. Lack of effective controls: 
Purchasing Services does not have input into many of the purchases which are negotiated and managed by the user's 
functions. Competitive bidding and other professional purchasing practices are not always followed by users. Blanket 
orders and minor purchase orders are also poorly scrutinized. 


118. Responsiveness to users’ needs: 
There is a considerable gap between Purchasing Services’ perception of its effectiveness and that of its users, which 
became apparent during this review. 


Purchasing Services is perceived as concentrating more on negotiation of large contracts and less on daily services which 
users insist they need, such as expediting, ensuring after-sale service and adherence to warranty clauses, administering blan- 
ket orders, searching for vendors, etc..). Purchasing Services, on the other hand, claims that the users want sole responsi- 
bility for negotiating and purchasing goods and services to avoid controls and this results in missed savings for the University. 
Purchasing Services contends that users are subject to operational pressures which may hamper their ability to negotiate 
effectively. 


Analyzing and questioning purchasing needs and specifications for goods and services is, in some companies, seen as part 
of a purchasing function. Users in the University do not want Purchasing Services to play this role and maintain that 
Purchasing Services encourage lower cost purchases at the expense of quality and life expectancy of the product. 


119. Users should be instructed to involve Purchasing Services early in their acquisition plans and Purchasing must provide 
users with the information they require to plan their purchases in the most economical manner for the University. 


120. A team approach should be used for decisions involving large purchases. The team set up to examine all issues which 
affect the acquisition of a service or a product should have the authority to purchase. 


121. Price lists for major items of general use should be made widely available to the University community. 
122. Requests for approval to purchase should go directly to the appropriate staff level. 

123. Requisitions should be sent directly to buyers. 

124. Users should be responsible for verifying availability of funds. 


125. Releases on blanket orders should be entered into CUFS by end-users into the unit’s budget by the user department. 
(awaiting the full implementation of CUFS). 


126. The issue of control over blanket and minor purchase orders should be examined by Treasury and Purchasing Services 
by May 1995. 


127. Purchasing should take on the role of scanning blanket orders to find if the University is missing out on opportunities 
to aggregate some of the items routinely ordered by various departments. 
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128. All receiving information (including blanket orders) should be entered by Distribution. 


129. In addition to their present duties, expeditors should also fulfill the function of contract administrators. Expeditors 
should also take responsibility for blanket orders. 


130. Establish a clear policy stating that blanket orders are to be audited to ensure compliance. This responsibility should 
be assigned to the Manager of Purchasing Services. Vendors should be held responsible for exceeding the parameter 
of the blanket order by the inclusion of a clause in the contract. 


131. The University’s existing purchasing policy will have to be revised. The University should not commit to large 
expenditures without going through the appropriate bidding process as is provided by policy, government regulations, 
as well as professional practices and standards. Compliance should be reviewed by Legal Counsel and Purchasing 
Services prior to contracts being signed. Managers who contract for goods and services without abiding by University 
policy should be held accountable. 


132. The role and function of buyers should be examined in light of foreseen developments (such as on-line purchasing, 
decentralization of the FIS (Financial Information System) with departments entering their own purchase requisitions, 
etc.), users and University needs. 


133. With the full implementation of CUFS and other FIS systems, Purchasing Services should move toward a greater 
automation of the clerical processes. 


134. Strategies for savings, such as integrated supply management (bulk-buying), total life-cycle value (includes costs of 
purchase, servicing, guarantees, etc.), and cross-functional purchasing should be implemented. 
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135. Purchasing Services’ performance criteria should be determined in accordance with the users and management of the 
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University. Purchasing Services should be evaluated as a revenue-generating department. 


Purchasing Services’ value to the organization should be measured by tracking time spent on administrative aspects 
of purchasing (purchasing cost per dollar spent) and value (value received by dollar spent). A work group made up of 
users, financial experts and Purchasing Services’ personnel should carry out this study. 


Service to users should be evaluated through focus groups and user surveys on an annual basis. 


Purchasing Services’ participation in a larger percentage of decisions involving major acquisition of goods and services 
should be encouraged by the senior administration of the University. 


Use one of Canada Post's competitors to mail outside of Canada. This would lower the postage budget and the 
University would benefit from an estimated annual savings of $20,000 which would be redirected to departments. 


Current programme to educate users about postage and mail costs should be continued and institutionalized. 
Reduce part-time/overtime expenditures by $4,000 in 1995-1996. 
Encourage users to group mail and courier shipments to the same destination. 


Replace Loyola Campus mail clerks, when necessary, with an individual from the Sir George Williams Campus for 
mornings only. 


Phase out small inter-office envelopes. The larger envelopes cost 40 per cent more but can be used three times more 
often. 


Investigate, by May 1995, the feasibility of having only one mailroom serving both campuses. 


Other means of communication, such as E-mail and faxes, should be promoted. 


Means of generating revenues, such as establishing a service which will prepare mailings for University departments 
presently using external mail houses, should be considered, 
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Explore the feasibility of allowing Printing Services to freely market its services while maintaining its 50 per cent 
imputation subsidy. Introduce a price increase to outside clients and maintain the subsidy-based, status-quo pricing 
for internal clients. Printing Services predicts that within five years, a fully employed commercial shift could be 
generating $100,000 per year in surpluses after expenses. 


Printing Services should advertise its services internally. 


Introduce a price increase of 1/2 cent per copy for self-serve copiers beginning in fiscal 1995/1996, to generate an 
additional annual surplus of $30,000. 


Introduce a price increase of 1/2 cent per copy for the Copy Centres in fiscal 1995/1996, to generate an additional 
annual surplus of $30,000. 


Increase charges for locker rentals from $7 to $10 annually in fiscal 1995/1996, to generate an additional annual 
surplus of $15,000. 


Encourage Marketing Communications and other units in the University to use the services of Printing Services for 
major jobs. 
Printing Services should establish a clear definition of “quality” with its internal clients. It should guarantee its clients 


the quality standard they require to be directing work to them. 


Communication between internal users and Printing Services should be more frequent and focus on assessing needs 
and meeting mutually agreed upon quality standards. 
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